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MEMORANDUM FOR: Deputy Director of Persosael

Bob:

Artached are copies of thrze requests for computer
ssrvices received from| | during the pasi week or ten days. [have
sent them forward to OCS to be acded to the queue because 1 understand that
working level agreement has been reached between[  |people and 25X1
or someone else in his shop. There nre a few poiats about them,
however, which cause me to wondaer whether these may not be examples of
the kinds of things that might be deferved or cancezlled.

Request Number 882, foxr sxample, is intended to enter
into the record some limited amount of data about dependents which will e
captured a8 a part of the information employees will be asked to supply when
they complete the forms to be circulated beginning with the fimess report cycle
next fall or winter. I beliave it {s anticipated that the file will be updated annu-
ally thereafter by subsequant submissions during the annual fitness reposting
cycle. Ithink we all recognize the nead ® have xetrievable information about
the numbers and locations of our dependerits particularly at times when emer-
gency evacuation is required. However, annual reporting of changes in dependency
status leaves about 10 to 11 months a year when changes can occur withe:n bein;
reported and we will have no greater agsurance tliat our records are any riore
current and accurate after we start this gystem tiian we are now. Until we have
a systematic way of collecting current information about changes in dependency
status, | wonder whether it is worth the trouble to further encumber the jquali-
Hcations file with additional data whicih canunot halp but be unreliable and I can
see uo reason {or wanting to retrieve unveliable ioformation. If it is necessary
to do sometbing about this immediately, 1 should think we might do bette: to
develop a system for collecting {uformatipn about changes in dependency status
as they occur so that the record we builé will be weliable. On the other hiand,
I wonder if this might not be something we could defer for the developmeat of
our new system.

The work orders requesting chenges to the langunge

tratning record raise some questions sirailar to those about dependency status
as well as some others. Here again we seem to be patching a computer yrogram
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to compensate for a failure in the baslic system. We are revising the computer
program to retain claimed language proficiency because we are unable te guaran-
tee the testing program. 'We can't rely ¢u the testiag program because people
are disclaiming language proficiency rather than submit to the inconvenieace ox
embarrassment of taking a test. We are, in a sense, iuvalidating the computer
record by retaining questionable information rather than correcting the basic
fault in the system. One of our objectives is to validate the language file, yet
the action we are taking seems destined to further becloud the lssue.

Aunother thing that concerns me is that the language file
itself is only one small part of the problem of systematizing the overall language
program. The approved language policy requires that Deputy Directors state
their foreign langusge requirements according to position, language, and level
of proficiency; that they update them at lemst annually; and that they furnish a
consolidated statement of current language requirements to the Director of
Traloing {n & suitable format. As far as I have been able to determine, we do
not know yet whether or how claiimed or rested larguage proficieacies will be
used in relation to the as yet undeveloped file of requirements. We have no way
of knowing, therefore, whether or to what extent the language proficienc) file
will serve the total purpose of the language program. The spproved language
program a&lso requires periodic updating of the language proficlency file as well
as the proficlency requirements file yet, &s far as [ have been able to determine,
we have not thought through the means by which these updatings are intevded to
be accomplished. In short, the actions we propoae seem to be totally oriented
toward the computer and what it can be used to do toward the satisfactior of a
fragmented group of record keeping procedures without having given very much
thought to the language program rs a system which requires some soxt of cohe-
sive and coherent management. Again, it do#sn't seem that we bave very much
to gain and possibly & great deal to lose, in terme of time and effort spent, by
taking a piece-meal approach apparently eriented principally about patching
computer programs.

As I indicated in the openlig paragraph, 1 have sent
these work orders to the Office of Computer Services even though I feel I should
recommend agalnst proceeding in this way, and this brings me to another point
I think we should consider in terms of actions taken to modify on-going programs.

In both of these casgs, the dependency status and the
language testing, there has been some preliminary working level collabo ration
and discussion between paople in the Offi¢e of Pexrsoonel and the Office of Com-
puter Services. In one case, some of the work has already been doue in that data
avatilable has been converted to machine ianguage. 1 have no way of knowing whethes
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or not some of the computer programming may already have been done. In
effect, therefore, both components are already committed to an action before

we know whether or not it ls somethiog we really have to do mow. While I would
not want to take any action which would undermine or destroy the highly satis-
factoxy working relationships which exist between the Support Offices ani! the
Office of Computer Services, it seems to me we ¢ need to consider some means
by which requirements for computer services cen be surfaced through the formal
orgaunization before we become fully committed by the informal organization.

I wauld like to suggest that you cancel the work oxder
calling for recording dependency status in the qualificatiouns file, and the two
work orders relating to the language proficiency records, preferably until they
can be handled as requirements in the new systems we are developing. If, for
some reason, we can't tolerste that time frame, I think we should defer them at
least until procedures can be developed to ensure the reliability of the date to be
recorded in the computex files.

As a separate but related matter, I would appreciate
your considering what, if anything, we car do to evoid having commitmerts
and agreemeuts reached at the working level before they reach the paint of
becoming work orders. Under the present circumstances, if I have a question
that turns out to be valid it tends to undo some amount of work that has already
been done. ;

Could I have your reactions, please,

25X1

Special Assistant to the
Leputy Director for Support
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